ATD ACADEMY

o

SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° Time bound

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15, 2020.”

o000

We would like to focus on selling more tech hours, increase tech proficiency and tech efficiency. We currently
have a technician proficiency of 48.66%. We would like to see an increase of 20% by April 30, 2021. This
would bring the technician proficiency to 59% within 90 days. From there, we will re-evaluate and complete
action plan as needed.

How does this goal align with or support your dealer’s vision?

What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?
Why is this goal important to you?

R

Horwith Trucks in on track to become an Elite Dealer by end of 2021. This goal is one of the issues that would
hold us back from not accomplishing this status. Freightliner offers many discounts and offers to Elite Dealers
that other dealers do not receive. Also, guidelines to be an Elite Dealer means cleaner organized shop floor,
parts availability, and more opportunities. The failure to meet this deadline would mean that we have failed to
come together as a team to better our dealership. We will lose the benefits and discounts that Freightliner
would be giving us. This would be embarrassing to me, as | have personally failed leading this adventure. | put
a lot of heart into my job and want to see the dealership succeed.
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FIXED OPERATIONS 2 — SERVICE

What specific actions or steps will you take to accomplish your goal? What will you do differently or

improve?

For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.

0000

SPECIFIC ACTION/
STEP

NECESSARY
RESOURCE(S)

ACCOUNTABLE
PERSON(S)

EXPECTED RESULT

START, END, &
CHECK POINT
DATES

Create specific
smoke breaks and
eliminate stand

Address in meeting
and post signage

Service Advisors,
Asst Service
Manager, Service

| expect to have
some that do not
listen. Will work

Immediate start,
continue monitor
and no end date

technicians with
efficiencies under
75%

report. Pull repair
order examples.

n

eff monthly. If not,
disciplinary and/or

penality

around time Manager and through it
Owners
Work with Run efficiency Managers/Technicia | Have 75% or better | February 1, 2021.

Monitor end of every
month. No end.

Service Advisors to
be more aware of
where techs are on
job. Hourly walks
through shop

Update in Uptime
Pro

Service Advisors

Less stand around
time and having a
next job ready for

the technician

Immediate start,
continue monitor
and no end.

Sales signage at
parts counter and in
drivers lounge for
labor sales

Marketing director

Marketing director

Increase inquiries
and sales

Will send email
February 1, 2021

Create an efficiency
bonus quarterly

Quarterly report

Asst Service
Manager/Owner

Technician will want
to do better

Will discuss January
29, 2021 with
owners and Service
Manager

Generate more

Offer more monthly

Marketing director.

Higher profitability

Will work on this

for technicians with
service office and
parts counter

waiting at parts
counter. Increase
communication with
shop office

maintenance work | specials. Reach out | Management work middle February
to the larger fleets.
Create use of slack | Slack app, free IT person Decrease time Started January 7,

2021. Continuing to
monitor progress.
So far so good.
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ATD ACADEMY

o

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

How will you track your progress? Where will you find the information? How often will you check in?

0000

Proceeds/Exceds tracks technician efficiency and unsold hours. | will use the worksheet provided in class to
calculate the proficiency every 30 days to monitor the progress.

Potential Obstacles?

Being a family owned business, the owners tend
to not let any technicians go whom have been
here for many years and/or have efficiencies
less than 75%. Thus leaves us with a 70 year
old technician with a 40% efficiency rate tying
up a bay for $125.00/hr.

Potential Solutions?

Offer them other positions in the company, parts
driver, parts runner for service dept, truck
jockey, etc. Offer compensation retirement
package.

BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

0000

By increase selling hours by 359 hours, we will increase our sales by $44,875 by April 30, 2021.

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits

that produced poor results? Be specific.

This process will continue to be monitored by both Assistant Service Manager and Service Manager. Service
Advisors will be trained to monitor technician time on jobs and flag any potential excessive time issues.
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